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ftijj£pq pt Planning at the Program toTOl 



Need and Objectives 

X* The revised Clandestine Services planning system contemplate* 
that Support Planning will he an integral and concurrent part of the ^ 
planning process. The primary objectives of this jrinciple are aa fol- 
low* 


a» To ensure that operational plana are reasonably confined 
within the limits of our over-ell capabilities and to ensure that 
in estimating these capabilities full recognition is given to the 
fact that support capabilities are an essential part of the whole.* 


b. To provide a process for the detection of present or poten- 
tial deficiencies in our support capabilities in order that timely 
plan* can be made and action taken to avoid or correct such deficien- 
cies. 


2# To accomplish these objectives it is recognised that operational 
p lan ners must learn to give greater consideration to the support require- 
ments of their operations when drafting plan* for future periods. It is 
simultaneously recognised, however, that operational planners do not have 
and should not be expected to develop such an awareness of the complex 
problems of support planning that they can identify their support require- 
ments (to the support components of the Agency) with sufficient accuracy 
and comprehensiveness so that the latter can take adequate and timely 
action to meet those requirements. 

3# The solution is to bring operational planners and support plan- 
nexs into collaboration with each other in the process of determining what 
the support requirements of projected operations will be, what the defioien- 
cie s " £ sSppSrt capabili ties are or will be, and what must be done to remedy 
any deficiencies in support capabilities * 


h* A complicating factor and one which dictates collaboration on 
support p lannin g is the fact that the funds, authorities and plans neces- 
sary to satisfy a portion of the support requirement# mast be provided for 
in the operational programs of the DD/P. In addition, however, the funds, 
authorities and plans necessary to satisfy the balance of the support re- 
quirements must be provided for in the planning documents and programs of 
the m/S* This fact alone recommends joint dsvelopnwnt and analysis of 
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the major elements of the support requirement!.. 
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win ooBoantrat* planning experience end knowledge a mm& a 
small number of people, will lead, to better and mm 
support planning* 

Working Bel&ttonshtps Between Support flaamera and Olwatiag Divisions 

1« The fast that the revised 0 Imdmtixm Send cm plwsnlsag system 
contemplates that support planning will b© a® integral and oonciarrent 
part of the planning system is at this stag® an expression, of policy* 

It doss not indicate the actual planning process which is contemplated 
nor the working procedures «d relationships considered necessary to 
carry out tbs concept* the primary purpose of this paper is to establish 
a eewKjn platform for the development off suitable proeedures and working 
relationships which will lead to the development of m effective support 
planning system* 

2# ft® principles underlying this concept are very simple* they are 
as follows* 


a* Support planners will hews access to copies of those CS 
planning documnts which contain significant Information relative 
to support planning* These include the Basic Plan and Annexes A 
and C, the Country Appendices and the Country Prop”**# (In this 
the Initial effort at collaborative eupperir. planning, it is con- 
sidered necessary that each Division hold, an Inform! conference 
with the small group of support planners with when, they will work 
and give them am adequate briefing on the activities constituting 
Mission I and the major continuing tasks contained in Missions II, 
HI, and XT* The objective is to establish a mutual foundation 
for all., subsequent discussion® with tbs individual support planners*) 

b* The Chiefs of Adainlstraiioa of tee Area Divisions will 
collaborate closely with the Planning Officer® of the support com- 
ponents in the development of a system for forecasting snpport re- 
quirements so that requirements are idmtlfiably related to opera- 
tional activities being planned* So the optimum degree support 
pl&ming shall be don© within the office® of the Area Division by 
joint study and conference* 


c* Support Flamers shall, to the mxteua degree, furnish 
data, and information which will assist in the forecasting of re- 
quirements and shall continuously strive i© develop jwsj® to 
simplify the task of forecasting requirements* 


3 


Approved y or Release 2001/08/10 : 


CIA-RDP78-0471 8AQ.pl 700020025-6 


Approved For Release 2001/08/10 : CIA-RDP78-04718A001 700020025-6 



General Stops In jfee Support Planning Prcceae 

1* The actual planning exercise la simple in concept bat only time 
and eapsrieace can make it sc la practice* the process m « whole ia- 
wires tii© following steps} 

a* Ms lalysis and compilation of the supp ort a^oiressmta 
of projected operations within the same co^KT*oT"i>fwmii{g““ 
assumptions, operational conditions, cfejeeti vm and task® which 
govern the organising and presenting of th© operational activity 
forecast®, i*««, the General Plan, Country Appendices and Country 
Program®* 

b* Smlaatioa of current support capabilities relative to * 
tbs projected support requirements to determine any deficiencies 
ea* imbalances* 

c* Detsradmtion. of actions or alternative action® which 
will eliminate deficiencies and correct imbalances* 

d* DetewdjaatLou of the personnel arid funding requirements 
and the authorities necessary to the acccusplishraent of these 
actions md detersdnatloa of the fiscal year(s) in which the 
actions must be taken* 

e* Determination at the BD/P, ED/S, and, if need be, the 
BCI levels as to whether or not the actions' necessary to elimi- 
nate support deficiencies will be authorised or whether opera- 
tional plans shall be cut back* 

f* Adjustment of subsequent planning and budgetary documsats 
and personnel ceilings to reflect the decisions reached* These 
sdju®t4M«it® must be reflected in the planning documents of both 
the RD/P and of the W/S where and a® appropriate* 

2* The most critical of the steps outlined shore is the first one, 
i«e», the forecasting of the support re quirements of the planned opera- 
tions* ectlre process leading to^Si^ewloimant of support capabili- 
ties eossssawrsts to tbs needs of the approved operational plan is depend- 
ent open the thoroughness. Ingenuity and energy which is applied to this 
process* 

3* at® categorisation &£ all operational activities into four basis 
missies®, and the further analysis of Missions II and III into type® of 
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action having distinctive char ae ter istice* provide* a sound and logical 
basis tor the forecasting of support requirements* This la particularly 
tree of Mission I, which of itself is the "support mission*** Mission I 
reflects future plans for the basic overseas station structure through 
which almost all operations receive their direction and support* It 
also reflects all other field activities carried, on for the general sup- 
port of Missions II* III and If* which are the tote operational missions* 

Specific Task® 

1* The first specific task* sad the major on® la* therefore* to make 
a thorough and complete analysis of all activities constituting the sup- 
port Mission. The present adequacy or inadequacies of the field station 
structure im&% be studied# Plans must then be made with respect to thd 
expansion* contraction or modification of thin basic apparatus as called 
for by the operational plans tinder consideration* 

2* la quickly as analysis of all basic support activities is com- 
pleted* the support plaraiers miss t be collectively briefed thereon by the 
Chief of A-djfitolatration of the Area Division* 

3* In the Meantime* each support component must develop a check list 
of all of the basic services it is called upon to render and the critical 
data or information which will permit an, adequate forecast to be male as 
to the level of service capabilities which, must b© maintained or developed* 

if-* Similarly* a check list of all significant or long lead time 
eqnipBMit items or facilities which assy be required from Headquarters most 
be developed for use in scrutinising the operational plans* 

5* There must ala® be & cheek list of the major services ©ad/or 
facilities which the field support and operational apparatus will obtain 
for itself by local procurement* This check list would be used in the 
davelopssat of the requirements for personnel* fund® and authorities a© 
that proper provision therefor can be au.de in the Country Programs* 

6* The next step is to determine the simplest* yet adequate* source 
of Information which will permit ea adequate forecast of the critical ye- 
quireroatc as reflected in the check lists to be accomplished* la maty 
eases, the support components themselves should be able to provide basic 
data on. the nature* volume* and coat of current requirements and may be 
able to provide experience factor® «r judgment which will accurately and 
easily accomplish the forecast of requirements relative to future opera- 
tions* In other eases it may be necessary to seek information from the 
field or to undertake analytical studies* 


$ 
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?* In event it is imperative that toe support components a r y! 
to* Chiefs of Adwdfflifftratioa of ths Area Bivlslcm jointly develop wsya 
mA mam of conpiling essential data «n& coinrerttag it into MMiagfol 
estimate® of future support Ta/cgoAxammim* In m doing, full rooognition 
mat b® giv®a to the fast that method® which maqr be suitable for m,® 

Area division my be wraecessary or iM^Hcabl® to another* SlMXarly, 
it must be recognised that much. desirable or essential tnforaatliu will 
not be available in this initial effort became our wo«d« and reporting 
systems hm® not m ye t torn brought into aligwmt with the revised sys- 
tem f or organising sid presenting operatidMl piano* 

&• In thiff process of forecasting support requirementi, it i® ispera- 
tivo that adequate working papers be developed* This is essential so that 
the requirements m, deteralned can be ooqpilsd in an orderly meaner, ee&ted 
out, totaled and summarised la appreciate budgetary oatogorles* It la 
Also necessary so that requirements can to reappraised and adjusted as Optra* 
tdtaml plan® are adjusted at future planning stages* lastly, .adequate work- 
ing paper® «r© essential so that support planomi cm carry back meaningful 
detailed inforeaticei to their own cossponeiit* for use in. planning for the 
ftonotions they will to called upon to perform* 

9* The plaining process described above for Mission X would essen- 
tially to repeated for Mission® IX, m, and 1?,. but in a mmh sisg&ifiad 
msmor# Tim .support requtrenants of Etesioa 11 are relatively nominal* 

Hot®, however, that attention should to given to the support implications 
of any significant change# in the level of FI operation® in. the four types 
of action categories* The Chiefs of Mutnistraticn of t!» Arm M visions 
should ascertain, in conjunction with the Support Planners, whether aay of 
tto relatively few large FX projects contain any long lead time, large or 
unusual requirements for materiel, facilities or services from support com- 
ponenfs* If so, be should arrange for appropriate discussions with opera- 
t&em official® to isolate and refine these requirements without unnecessary 
disclosure of sensitive information. 

KU With respect to Missions HI and IV, the Chiefs of Administration 
and the support planners should jointly study the support requirements of 
©cob planned operational task la & manner similar to that followed for 
Mission X® The ob jective should to© mot only to deteradns the. quantitative 
and qualitative nature of the over-all support requirements of these planned 
operations, tot to detect significant « unusual items which will require 
advance planning end action by support ccmptumats* 

13.. In ctmoluaioa, all persons concerned are reminded that support 
planning at to© program level is aimed at securing the guidance, authority. 
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funds personnel mammry to carry wit a gsnssrja program. It is 
not station planning — this occurs at the projeot lama* 

however, tot mm ft ptorwtog i» ***»*«& ^ 0H opjrationaiplanejhlchare 

presented logically and consistent^ from year to year, tb® for a 

system of integrated tad oonmaKNW t operational and support planning b»* 

been provided* 

v>, the task 1® to develop the aaaisat adequate system to forecast 
support reqairesumta, evaluate' capabilities, and plan all pessary ad» 
jnrtnantft on a Mmly basis* A aattablo proojj* to accoapllsh this task 
will take several years to .perfect, ®«d It will only b© . 

operational, and. support pl&msws collaborate with continued and ®ser-l«®rw 
jaig mutual understanding and determination. t 

3 j # xt Is very important tot all parties recognise that w® are uador- 
taking to cope with « ®M problem to a n^i and logcal way. ca*®et 
develop & perfect planning system war night* It will be * alter !*]**••• 
Differences of opinion m to method and degree of support planning will 
arise but must be settled prom|>tly ted amicably. 

Ife. a® sm«M/3 should ba notified promptly of any significant 
differ emea of opinion «r serious jvoblffM encountered* He will assist 
and participate in the develc^Mnt of the planning process imotm as 
possible. He will also refer promptly «ay policy questions which way 
arise to to CSH3 and to SSJHQD/S for resolution. 
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